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Jot Foundation policy concerns organisation, method of work and relations™ = |

Tt i * %o other institutions and the genersl public. Foundation program on the other
Pustwn T pand refers to what interests, activities or objectives a foundation may choose
to aid or maintain,

In point of grganization thers are two types of foundations: one
selects onae or more fields of sctivity and proceeds to operate directly in these
fields with its own staff (e.g. Carnegie Institutlons supported by the Carnegie
Corporation); the other kind of foundation sppropristes funds to other institu~
tions (very rarely to individuals) whose plens ar purposes fall within the pro-
graxm and satisfy the standards of the foundstlon. Experience shows that it
costs from 5 to 20 per cent of the expendasble income of & foundetion to give
money away effectively. There should be a Board of Trustees, preferably seven
to seventeen in number, who serve for three to five year terms, renewsble hut
gubject to an explicit and undeviating retirement rule at 65, not salaried or
paid, ut prepared to attend meetings at least two and preferably four times a
year. There should be an officer or officers on full time selary (alsc retiring
at 65) and giving their entire time to the presentation of program to the
Trustees, the inveatigation of requests, the search for opportunities and the
supervision and final report on grents in foreoe or terminated. Presantation by
the officer should be in written docket form, clroulated at least ono week in
advancd of Trustee meetings. Trustees ghould be encouraged to discuss programs
but should not be allowed to present docket itemg thempelves and should withe
draw from the meeting when granta are proposed for any institution with which
the Trustee is officially ocomnected. The founder or ecreator of a foundation
will securs the best services from the Trustees and officers by refraining from
over-riding or bringing propristary influence to bear on their judgments and
convictions. Therefore nearly ell of the guccess of a foundstion, new or old,
depends on the excellence of character, alertness of mind and sound judgment of
its Trustees and officers. No foundation can survive mistakes due to hastiness,
sentinentality, favoritiam, laziness, ignorance, bad manners or stupidity on the
part of its officers -~ or its Trustees. The retirement provision is important
because foundations more than other institutions must be alert to change, to new
opportunitics and to the oncoming interests of the future. They must have the
enargy, hope and adaptability of younger men in order to work admirably.

In method of work foundation officers should be responaible for find-
ing, studying and judging programa of work and for presenting and explaining ap-
propristiona to the Truatees whose votes ghould be votea of well informed con-
viction as well as of confidence in the officers. The officers must be prepered
to travel, to ssek and study opportunities independent of requests; if not, the
officers will be at the mercy of the clever %aamkera®™ - the expert showmen and
clever beggars. This 1s singularly importent in the first ten years of a founda-
tion's existence, It ip often impossible to judge the value of a proposed grant
without comparing it with other opportunities. The knowlsdge that makes an ef-
fective foundation officer comes from imagination, common sense and cumulative
axperience. Foundation grants can be used tc create new institutions, or to
protect them in their earlier years, or to improve or reform existing institu-
tionsg, or to restore them, or to maintain them until local funds teke over,

Those grants work best which are conditional upon contributions from the side of
the recipient, guch as matching of endowment, collaboration and maintenance funds
from other sources, ete. Competent officers save their salaries many times over
since casual, incomplete or irresponsible study of grants invites waaste on a
reckless acale,



2.

Experience has shown the wiadom of rendering e published and well dis-
tributed annual report as an esaential part of foundatlion policy. Such & report
aerves as the best portrayal of & foundation's interests and program. An annual
audit shonld accompany the report. Except for the annual report o foundation
making grants to other institutions should not gcek publicity for itself or pub-
1ic fame; in the long view it can afford to wait for the high regard that will
come beat if not sought for. Attention and credit given to the beneficiary will
reflect upon the foundation soon enough and in smple measure.

If two points mny be underscored they are thege: the charscter and
capecity of a foundation's officers always determine its success or fallure; and
the thoroughness of thelr gtudy, the extent of thair travel and acguaintance with
fine persona and their gearch for good opportunities have more to do with find-
ing the best programs than anything elge. You ceatt always conceive the germinal
ideaz ut you can often find them and uelp othera to realize them.

In short, the resson for and the begt test of foundeation policy iz the

measurc in which it facllitates the choice of 8 fine program snd carries it
through to & first-class permanent result.
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